Abstract: Around the world, municipal governments are engaging with sustainability in daily practices. One approach gaining momentum in Canada is integrated community sustainability (ICS) planning, which involves integration of all sustainability pillars into policies and plans for more coordinated, inclusive approaches to planning and management. Drawing from established elements of effective ICS planning, we examined the implementation strategies of three mid-sized Ontario municipalities that use contrasting ICS planning approaches. While the cities studied address most elements of our analytical framework, each offers unique strengths and weaknesses. Overall, ICS planning appears flexible and adaptive enabling tailored approaches to unique political and fiscal realities.
Introduction
Municipal-led sustainability initiatives have become widespread around the world as attention is increasingly being paid to local-level operationalisation of sustainability principles (Gibson, 2005) . Integrated community sustainability (ICS) planning involves the incorporation of sustainability into municipal policies and practices, and mirrors many of the concepts of integrative, participatory and capacity-building policy development outlined by international sustainability protocols (UNEP, 1992 (UNEP, , 2012 WCED, 1987) . ICS planning has gained considerable momentum in municipalities across Canada, yet little is known about how this novel approach to municipal planning is being implemented at the local-level.
Research on integrated sustainability planning in Canada has focused on regional-level issues (Durley, 2007; Kirchhoff et al., 2011) and large urban centres (Burch, 2010; Mendes, 2007; Quon et al., 2001 ). Yet, approximately 10.7 million, or one-third of Canadians, live in mid-sized municipalities (population 50,000-500,000) (Statistics Canada, 2013) . Mid-sized municipalities are of interest because they encounter numerous challenges that together challenge sustainability, including brownfields, infrastructure deficits, and fiscal reliance on limited revenue sources (FCM, 2006; Seasons, 2003) . Additionally, compared to large metropolitan areas, mid-sized cities are believed to be more efficient and nimble (Kotkin, 2010) , which may position them to engage in ICS planning more effectively.
The objective of this study was to examine the ICS planning implementation strategies of three mid-sized municipalities in Ontario, Canada. Drawing from theories of collaborative planning and organisational learning (Common, 2004; Healey, 1998; Molnar and Mulvihill, 2003; Nonaka, 1994; WCED, 1987) , the findings from this study contribute to an improved understanding of the relationship between capacity and action for sustainable development. It equips planning researchers and municipal-level staff and decision-makers with a better understanding of the challenges and opportunities for ICS planning in mid-sized Canadian cities, while offering insights for successful implementation practices that have purchase for cities outside of Canada.
Background

Evolution of sustainability in planning
In 1987, the World Commission on Environment and Development introduced the definition of 'sustainable development' that led to widespread acceptance of this term by governments around the world (WCED, 1987) . By 1992, Agenda 21 furthered this definition to emphasise cross-sectoral coordination and collaboration, and became the basis for sustainability policy and planning in Canada and internationally (UNEP, 1992) . Chapter 8, in particular, advocates for balancing priorities in decision making, strengthening participatory systems and building institutional capacity to achieve sustainability goals. Meanwhile, Chapter 28 advocates for stronger roles to be played by local authorities. These imperatives point to the need for new institutional arrangements that can offer better long-term protection of social-ecological systems (Evans et al., 2006) , and has laid the foundation for the emergence of locally-based sustainability initiatives referred to as 'Local Agenda 21s' (Jörby, 2002) . Thus, there has been growing acknowledgment of the important role of local decision making and policy in creating sustainable communities (UNEP, 1992) ; a new direction that is supported by prevailing discourses that emphasise collaborative and adaptive approaches to urban planning and resource management (Adger et al., 2003; Cash et al., 2006; Dale and Newman, 2007) .
Sustainability in Canadian planning and management
In Canada, local governments have been moving towards more comprehensively incorporating sustainability into daily practices. One such approach is through ICS planning, which involves the development of coordinated, integrative, and inclusive approaches to sustainable planning and management and may be demonstrated in various municipal documents, plans and policies (Ling et al., 2009; AMO, 2007) . In contrast to conventional approaches to sustainability planning, the central concept of ICS planning is the integration of all pillars of sustainability: social, economic and environmental (Adger et al., 2003; Connelly et al., 2009 ). While there is no concrete framework for undertaking ICS planning, several models for ICS planning have emerged (AUMA, 2006; Park et al., 2009) . Integrated community sustainability plans (ICSPs) for instance, offer a long-term policy vision for sustainability planning at the municipal level by embedding sustainability goals and principles at the strategic level (AMO, 2007) . A recent growth in engagement in ICS planning in Canadian municipalities can be partly attributed to the Federal Gas Tax Program introduced in 2005, which awards federal funds for infrastructure improvements to municipalities that develop ICSPs (AMO, 2007) .
Sustainability planning through the lenses of collaborative planning and organisational learning theories
This strategic-level direction for sustainable development in policy has benefitted from the emergence of collaborative planning, which aims to harness multiple perspectives and promote problem solving through partnership and dialogue, as well as bridge interests between various actors (Innes and Booher, 2003; Healey, 1998; Innes, 1996) . Collaboration in the planning context requires the engagement of stakeholders, which can lead to more creative solutions while increasing the likelihood of acceptance of those solutions (Margerum, 2008) . Numerous authors indicate that there has been a communicative turn in municipal planning (Tewdwr-Jones and Allmendinger, 1998) , and that collaborative planning theory is able to explain much of this change in approach. Healey (1998) has identified five elements for achieving collaborative planning (p.1536):
1 integrative place making that breaks down silos 2 collaboration in policy making 3 inclusive stakeholder involvement leading to mutual learning and consensus building 4 use of local or practical knowledge 5 building relational resources.
Thus, collaborative planning theory closely aligns with ICS planning, through its emphasis on integration, multiple perspectives, inclusivity, and use of local knowledge. As a complement to collaborative planning theory, research from organisational theory suggests that public sector organisations must develop their institutional capacity to achieve their goals (Common, 2004; Healey, 1998) . When innovative ideas become formalised by and centralised within an organisation, there is greater opportunity for diffusion of those ideas through various communicative channels (Rogers, 2003) , which leads to greater uptake and implementation of ideas throughout the organisation (Burch, 2010; Common, 2004; Damanpour, 1991; Martin, Martin 2002) . In the context of sustainability, research suggests that embedding sustainability principles within municipal government discourse can be a major starting point for horizontally and vertically integrated action (Miller et al., no date) . Furthermore, 'silo busting', or integrating sustainability across departments within an organisation, is key to removing barriers to sustainability planning (Pope and Morrison-Saunders, 2007; Seymoar, 2004) . Silo busting is facilitated within 'learning organisations', when organisation members (such as municipal employees) recognise the interrelatedness of their work with that of their colleagues (Senge, 1990) . Thus, by situating sustainability principles and goals within strategic-level municipal policy and working across municipal departments to translate these ideas into practice, ICS planning mirrors much of the discourse from organisational learning theory.
Analytical framework for effective ICS planning in practice
Through a comprehensive literature review, we identified six elements of effective ICS planning practice that are rooted in collaborative planning and organisational learning, and form the basis for our analytical framework (Table 1) . First, ICS planning goals are more likely to be achieved when policies and processes overcome traditional barriers between departments and levels of government to allow ideas and innovation to diffuse throughout the organisation (cross-sectoral) (Dale and Newman, 2007; Calder and Beckie, 2012; van Bueren and ten Heuvelhof, 2005) . Similarly, overcoming barriers to cooperation between public and private actors breeds success for ICS planning where interdependencies between the two are strong and interactions between actors are able to establish new arenas for dialogue (partnerships) (Connelly et al., 2009; Parkinson and Roseland, 2002) . Proactive and ongoing public participation is crucial because it generates political support and active citizenship, it instils a sense of shared responsibility and common purpose, and it further promotes the notion of cross-sectoral engagement (participatory) (Connelly et al., 2009; Ling et al., 2009; Parkinson and Roseland, 2002) . Governance arrangements that facilitate knowledge and network building and that are capable of adaptation and learning are required (capacity-building) (Evans et al., 2006; Polk, 2011) , as are governments that are willing to take steps beyond their traditional mandates to act as leaders and catalysts for change (leadership) (Dale and Newman, 2007; Burch, 2010; Connelly et al., 2009; Parkinson and Roseland, 2002; van Bueren and ten Heuvelhof, 2005) . Finally, to establish whether ICS planning is successful, policy makers need concrete ways of judging impacts and measuring success, which must feed back into development of new policy (adaptive management) (Connelly et al., 2009; Holman, 2009; Stuart et al., 2014) .
Drawing from this analytical framework (Table 1) , the objective of this study was to examine the implementation strategies for ICS planning that are being employed in three mid-sized municipalities in Ontario, Canada. 
Methods
Methodology
This research employed a comparative case study methodology, which is appropriate for studies incorporating multiple sources of evidence and for studies where contextual factors are especially relevant to the phenomenon under study (Yin, 2009) . Case studies are ideal for studying ICS planning because, as Gibson notes, sustainability is universal in concept and context-dependent in implementation (Gibson, 2005) . This study drew from two key data sources: policy documents and semi-structured interviews. Municipal policy documents were examined because they reflect the municipality's current direction and guide decision making, while semi-structured interviews capture a range of perspectives on sustainability planning practices in each mid-sized city.
Study sites
This paper examines three mid-sized (population 100,000-00,000) municipalities in Ontario, Canada ( Figure 1 These three municipalities were chosen for a few reasons. First, they employ contrasting approaches to ICS planning. Both Kingston and Markham have ICSPs, and at the time of the study, they were the only two mid-sized municipalities in Ontario to have ICSPs in place. Kingston's ICSP is a community-owned plan, in which the City of Kingston is a partner, and Markham's was developed and adopted internally by the city. With no formal ICSP, Burlington's approach to ICS planning resembles a hybrid of the two other cases, characterised by both reliance on mobilised citizens and engaged city staff to operationalise its sustainability vision. In addition to their varied approaches to ICS planning, the varied municipal contexts of the three sites (as shown in Table 2 ) allowed us to investigate how the planning strategies described in Table 1 are applied in different municipal contexts. Third, and in keeping with case study methodology, we only chose sites within the Province of Ontario to maintain a shared provincial policy context between our three cases. In doing so, we could ensure that differences in ICS planning approaches could not be attributed to different provincial policies. 
Document review
Two types of policy documents, ICSPs and strategic plans, were examined to identify the explicit directions being issued to guide municipal staff regarding the implementation of sustainability priorities. Electronic versions of the ICSPs from Kingston and Markham were obtained for review, as were strategic plans from all three municipalities.
Kingston's ICSP (Kingston 2010) , the Sustainable Kingston Plan, is based on four pillars of sustainability: cultural, social, economic and environmental. Each pillar contains several themes, and each theme contains one or more indicators with associated measurement units, data sources, and reporting timeframes. For example, one theme under the economic pillar is 'economic development', which contains 'unemployment rate' and 'job creation' as indicators, both of which draw from census data and involve 5-year reporting timeframes. In total, the Sustainable Kingston Plan contains 21 themes and 39 indicators across the four pillars. In contrast, Markham's ICSP (Markham 2011b) , the Greenprint, is a document that articulates 12 sustainability priorities ranging from 'shelter' to 'water efficiency' to 'identity and culture'. These priorities are broken down into 241 recommendations, each with proposed timelines associated with their achievement. Recommendations are proposed for implementation in either the short (2011) (2012) (2013) (2014) (2015) , medium (2015) (2016) (2017) (2018) (2019) (2020) (2021) (2022) (2023) (2024) (2025) or long term (2025+).
Both Kingston's (2011) and Markham's (2011a) strategic plans set out six strategies to guide elected officials and staff, which are broken down into specific actions and are given proposed timelines for action. Burlington's strategic plan offers three strategies, each with an accompanying list of actions and anticipated milestones (Burlington, 2011) . Table 3 Summary of interviewee sample and population
Interviewee position Rationale for recruitment
Number of interviewees (number requested for interview) Kingston Burlington Markham Total
Sustainability coordinators
To identify the successes and barriers experienced to implementation of sustainability initiatives in each municipality.
1 (1) 1 (1) 1 (1) 3 (3) Chief administrative officers
To provide insight into how sustainability is being operationalised by the municipality as a whole. 
Semi-structured interviews
Interviews with key informants offered an in-depth look at the planning-implementation process, over the period of January to March 2013. Nineteen individuals across the three study sites were identified as being associated with ICS planning. All nineteen individuals were contacted by email to request an interview, and eleven agreed to participate (Table 3) . Four interviews were conducted in person, and the remaining seven were done by telephone. Interviews were recorded using a digital voice recorder and transcribed verbatim. They ranged from 17 to 58 min in length with an average length of 36 min. Interviewees were assigned an alphanumeric code (K1, M2, B3, etc.) to protect their identity. The semi-structured interview guide consisted of eight general questions, with 3-4 sub-questions to probe on specific topics. The interviews were organised by three main topics:
1 origins of ICS planning in the municipality 2 implementation strategies 3 successes, challenges and next steps.
Coding and analyses of documents and interview transcripts
The documents and interview transcripts were coded and analysed using a structural coding approach (Saldana, 2009) . Using this approach, each document was reviewed for relevant content pertaining to each strategy described in our analytical framework (see Table 1 ). Once relevant passages were encountered, they were coded for that strategy, with some passages being coded for multiple strategies. After the structural coding was completed, the coded passages were further analysed using a narrative coding approach (Saldana, 2009) , which facilitated development of rich narratives for each municipality that could be used to assess differences between the three sites in their application of the six strategies.
Results and discussion
In the sections that follow, we first offer a narrative about sustainability planning practices in each of study sites that is based on our document analysis and interview findings (see Table 1 ). Insights and quotes from specific interview participants are denoted by the alphanumeric code they have been assigned. Following these narratives, we compare the three sites across each element of our framework and offer an analysis of each site's engagement with these elements. We then reflect offer insights regarding key lessons that can be drawn from this study.
Case study: Kingston, Ontario
The development of the Sustainable Kingston Plan (Kingston, 2010) was initiated in 2008 by a group of citizens known as FOCUS Kingston, in partnership with the City of Kingston. During the creation of the plan, FOCUS Kingston acted as the steering committee and brought this ICSP from concept through to the final document in 2010 (K1). After adoption of the ICSP by municipal council in 2010, Kingston established an incorporated not-for-profit organisation named the Sustainable Kingston Organization (SKO), which bears primary responsibility for managing the implementation of the ICSP (K3). At the time of the interview, the SKO had three part time staff members, including an executive director, as well as a board of directors. The purpose of SKO is to draw on existing community capacity by establishing a network of community partners, with the City of Kingston serving as one of SKO's primary partners (Kingston, 2010) . While SKO is a separate entity from the city, a strong relationship exists between the two organisations (K3). Through this unique governance strategy, the city does not shoulder the entire task of implementation and the notion of shared responsibility is emphasised (K1). Being positioned outside of the city, SKO is able to address two key challenges of implementation: maintaining momentum and overcoming the limits imposed by constrained municipal budgets (K1).
The SKO primarily serves as a point for networking and public education. Throughout the year, mingle events are held for community partners to share knowledge and broaden their networks (K3), along with other events (e.g., Earth Hour, Pitch In) that bring together citizens and volunteers to engage in activities that meet ICSP goals (K3). The annual sustainability forum held by the SKO provides an arena for dialogue between diverse individuals and groups, and raises awareness about issues and initiatives in which SKO and its partners are involved (K3).
In terms of partnerships, one interviewee noted that having an external organisation in charge of implementation also allows for more partnerships with organisations and businesses that may not have stepped up had implementation been purely a municipal initiative (K1). However, emphasis on external partnerships may also be the result of the city's own lack of resources, thereby serving as a strategy to deal with competing priorities and limited budgets:
I would say … depending on what we're trying to achieve, we look for the potential partnership there. I would say it's something that we're doing more of, as resources get scarcer and a lot of the funding criteria now, too, is set up around partnerships. (K1) Despite its wealth of partners, one participant expressed concern about a lack of visibility for SKO in the community and tangible action so far (K2). The lack of visibility may be due to the effort required in setting up SKO, and thus diverted from more demonstrable achievements:
A lot of the time and effort has been taking up in developing this not-for-profit organization, putting the board of directors in place, developing their work procedures, their financial procedures. That's taken away from our ability to keep on doing grassroots stuff that remains in the public eye. (K2) Despite being only a partner to the SKO, the City of Kingston acts as a key champion of sustainability in the community. Drawing from the ICSP, the city identified seven sustainability goals that were adopted by council and are outlined in the city's strategic plan (Kingston, 2011) . According to one staff member, the establishment of these clear priorities from council was important because they direct staff, and progress towards those goals can be demonstrated and tracked (K2). The City of Kingston employs two staff members who are working directly to advance the city's sustainability goals.
As highlighted by one interviewee (K4), the city has developed mandatory online training modules and sustainability orientation for all new staff to promote employees' knowledge about existing sustainability plans and policies, as well as to create a behavioural shift among staff. Additionally, best practices and research on sustainability topics are constantly monitored by the coordinators, and communicated to city staff:
So every day, for example, I scan a municipal news site that comes in and it highlights all of the initiatives in all sectors, you know, finance, governance, and I look at the sustainability sections…And I would just flip it to other departments and say 'Here, have you seen this article about new LEDs and their impact on their energy performance?' Or, 'Here's something'. (K4) The city's sustainability coordinators also engage with the chief administrative officer (CAO) and other directors by sitting on various committees and working groups. By reaching across departments and to those at the highest posts in the organisation, the goal is for sustainability principles to 'trickle' through the organisation and become embedded in decision-making processes (K4). The city also aims to be a leader for sustainability through its own actions and initiatives. A green procurement strategy is already in place, while a green fleet strategy, green energy plan, and green jobs plan are planned for the future.
Based on our findings, where the City of Kingston's sustainability strategy appears to lack rigour is in adaptive management. Currently, an annual report by staff goes to city council and to the public on sustainability, and SKO also gives a presentation to council (K3). Indicators established through the ICSP are not reported on annually, and this is seen as a gap by some city staff who feel that the progress of each indicator should be closely tracked (K2, K4). As one interviewee noted, the establishment of explicit and quantifiable targets on sustainability would demand a stronger commitment from the community and the city (K4).
Case study: Markham, Ontario
The City of Markham acts as the champion, coordinator, and communicator of their ICSP, referred to as the Greenprint (Markham, 2011b) . The development of the ICSP was initiated in 2008, and was approved by council and began implementation in 2011 (M1). The city's sustainability office bears responsibility for implementation of the plan. This office, consisting of five full time staff members, dedicates the highest level of human resources to ICSP implementation of all municipalities examined in this study. Established in 2008 in conjunction with the development of the ICSP, this office reports directly to the CAO (M1). Through this strategic positioning, sustainability directives come from the top of the corporation:
We're responsible directly to him… It's a good spot for a sustainability office to be, because it's a strategic implementation responsibility and it needs that kind of high-level oversight that the CAO can offer. (M1) While the focus of this office is on encouraging sustainability in operations and capital projects, the sustainability coordinators are also responsible for internal communication, training, and education to support a culture of sustainability within the municipality (M1). Most departments consult directly with sustainability staff when initiating a sustainability-related project; however, bridging departments across the corporation has posed challenges for staff. As one staff member noted, "We have some departments that just don't play well with others" (M1). Consequently, despite the strong position that sustainability holds in the corporate structure, sustainability has not reached complete institutionalisation across departments within the city: "I think they're still looking at it as 'It's a plan out there'" (M2). Additionally, with its twelve general goals, the breadth of the Greenprint was mentioned as a key challenge for those charged with implementing it:
We have this 100-year plan, with 241 recommendations and 53 indicators. Where do we start? What do we do?' So, we took a look at what needed to be done, what the skills sets within our office were. And we built a four-point short-term strategy, till 2014, to move forward. So, it's governance, coordination, integration and reporting. (M1) One key element of the implementation of Markham's ICSP is the new official plan (OP). By embedding the principles of the ICSP into the OP, the City of Markham is helping to ensure that sustainability principles are not only practised, but are legally enforceable through land use planning policy. One interviewee spoke to the role that sustainability plays in the creation of the new OP:
There are chapters that actually deal with sustainability, but the whole concept of sustainability is throughout the entire Official Plan ... So we looked at the Greenprint, and where the Greenprint provided any kind of direction that was relevant to land use, we would consider that and try to implement it through our Official Plan. (M3) Within the new OP, there will now be a checklist for sustainable development that all new developments will have to pass through, thereby ensuring that all developments take sustainability principles into account (M3). The growth pressures that Markham faces means that having sustainability principles built into the OP is an important tool for staff:
There's a lot of direction in that plan, relative to our vision, on how to grow, how to manage land use and how to build new sustainable communities. (M3) Additionally, the City of Markham requires that reference be made to the strategic priorities of the ICSP in all reports submitted to council. For example, if a staff member produces a report on a proposed action, they must explicitly state how the action benefits the goals of the ICSP and strategic priorities. By doing this, Markham City Council ensures that all decision making takes sustainability goals into account. Despite the strong support in municipal process for ICSP reporting, political support has not always been in favour of the Greenprint: And there's been some pressure from Council of 'Well, why are we doing this? Why do we have a sustainability office now that we've got the plan written?' But I think that they now realize that we're key to the implementation. (M1) These threats are also clear in cases where political objectives conflict with sustainability principles. Although this issue arose while the Greenprint was in development, one interviewee saw it as a clear example of Council going against sustainability principles:
It's very clear that the sustainable decision would be not to expand the urban boundary. But sometimes when, you know, you get out there, and the politics come into play, I don't think we make the best decisions. They're more based on appeasing the voters, you know, at the time. (M2) Despite various community engagement strategies throughout the ICSP's development, current challenges mentioned by participants were lack of community recognition and awareness of the Greenprint and a poor communication strategy with the public (M1, M4). One participant cited the need for ongoing outreach and education as key aspects of the Greenprint's implementation (M1). Another noted that as community awareness and engagement improves, there will be more focus on what citizens can do to contribute to sustainable initiatives (M4).
The sustainability office works to a limited extent with business partners, community groups, the local conservation authority, and community garden groups. While the City of Markham may partner with other governments, this is on an ad hoc basis, such as on an agricultural advisory committee or for the development of a food charter.
In terms of monitoring and reporting, the City of Markham has embedded indicators in their ICSP that can be used to determine progress (Markham, 2011b) . To enhance their reporting activities, Markham has recently entered the global reporting initiative (GRI), a program that municipalities voluntarily enter and report on both their financial and sustainability status to the rest of the world (M1). This means that annual reporting must now include sustainability benchmarks, as well as budget and financial markers. One staff member stated that this monitoring is vital because of the profile it brings to Markham's sustainability goals (M3). Despite incorporation of sustainability benchmarks into annual reporting, the ICSP itself and its indicators are only reviewed and reported once every five years which, according to one staff member, is not enough (M2).
Case study: Burlington, Ontario
Our findings reveal that, in Burlington, sustainability cuts across departments and occupies a central position in current debates around growth, transportation, and fiscal responsibility. Yet despite its broad commitment to sustainability planning, there has been reluctance within the city to develop an ICSP (B1, B2), on the assumption that the city can effectively engage in sustainability planning without such a plan:
Personally, I think of the direction that many municipalities are going, I mean, there are those who are doing that, doing an integrated community sustainability program or plan. My preference is to say that sustainability principles should be infused in all of practices and all of our plans and our zoning and our regulations and guidelines. (B1) I think the feeling around the council table is we have enough plans. We have enough reports that deal with sustainability… (B2) The city's senior sustainability coordinator and a recently adopted strategic plan are the primary tools used to introduce and diffuse sustainability principles throughout the organisation (B2), and in doing so, embed and institutionalise sustainability into its corporate operations without adopting a formal ICSP. One interviewee spoke to the overall vision Burlington has for sustainability in that municipality:
The ultimate aim is to have a total system that is founded on or based on principles of sustainability, not have a sort of parallel system of sustainability, parallel to the regular system of approvals and so forth. (B1) This integration is established in four main ways in the city's governance structure. First, sustainability coordinators are placed within the municipal corporation, and are responsible for liaising with city departments, researching best practices and advising staff, and reaching out to citizens. Burlington participates in an informal email network of sustainability coordinators across Ontario to promote knowledge about sustainable actions and policies, which is seen as important for sharing experiences and best practices:
When one of us is working on a special project or just starting to think about something … we'll send out an email blast to our counterparts, saying 'Hey, has anyone done a report on this issue? So, can you share it?' … We were one of the first municipalities with an anti-idling bylaw. So many municipalities looked to us for that leadership in developing the bylaw. (B2) Second, the Sustainable Development Committee (SDC), which consists of 15 volunteers from the community, along with a councillor and senior sustainability coordinator, is a key feature of policy development on sustainability issues (B3). This group is responsible for initiating policy and preparing the State of the Environment Report that reports on sustainability indicators (B3). Third, the city's building complete communities group is made up of a cross-section of staff that meets monthly to collaborate on issues that cross departments within the municipality, and to reach consensus on how to address those issues (B3). And fourth, staff members with environmental backgrounds are purposefully placed in different departments, to ensure their perspectives are brought to bear in the work of these departments (B1, B3).
In Burlington, sustainability enjoys broad political support from council, which is seen by one participant as a key ingredient to addressing the planning-implementation gap:
You know what also helps us though, in terms of implementation is when we have a Council approved policy or strategy that we can point to and say to staff, "Okay yeah, maybe you don't like this, but Council approved it. This is Council direction of what we need to do". (B2) The Mayor's Inspire Burlington series, a speaker series that brings in well-known speakers to talk on local issues, aims to build staff knowledge around sustainability as well as engage and educate citizens (B3). One interviewee sees these presentations as key, not only because they challenge conventional thinking, but also because they demonstrate political support behind sustainability issues (B3). Political support for sustainability in Burlington has been reinforced by council's recent decision to include sustainable development guidelines in their OP. Like Markham, site plan guidelines are being designed to apply sustainability principles to every development that goes through site plan control or subdivision application in Burlington (B1, B3) .
While embedding sustainability through planning instruments such as OPs lends legal force to sustainability goals, without having an overarching sustainability vision, such as an ICSP, there may be instances when the trade-offs between economic, social, and environmental imperatives are not carefully considered. As one interviewee noted, the development industry has challenged some of the city's sustainable initiatives:
…they [the developers], what they don't like … what they have resisted … is that they feel that the application of environmental guidelines through section 41, the site planning process can be arbitrary. And they feel that they don't know what the standards are even though they are written down as guidelines. (B1) In terms of partnerships, City staff do engage with local professional and grassroots organisations on specific issues, including transportation, food, or natural systems. Some collaboration has also occurred between levels of government (e.g., Halton Children's Water Festival) (B2). However, one participant perceived the two-tier government system as an impediment to taking the lead on certain issues, owing to communication challenges and concerns over duplication of effort (B2).
The city has taken initiative on sustainability on many policies and processes, including a green fleet strategy, green building policy, zero waste policy, a green procurement policy, and an anti-idling bylaw (B1). While these corporate initiatives were seen as key elements of leadership, participants also noted that leadership is coming from the development industry itself:
We have a number of private developers who … for many years … were achieving Energy Star status, but are now achieving higher standards than that as part of their own marketing and so forth. So I think there's a general dynamic or thrust or, or trend towards increasing the standards of environmental sustainability and building and development processes. (B1) Of the municipalities analysed in this study, Burlington appears to be most engaged with adaptive management. The sustainable development committee (SDC) writes an annual report with recommended actions, as well as the state of the environment report (SOER) every 4-5 years using data obtained from the city and elsewhere (B2, B3). In addition, the Take Action Burlington Environmental Quarterly Report, which provides the status of on-going environmental initiatives, goes to council every three months and has received support from the Mayor (B2). Reports on the progress of the strategic plan priorities are released to council quarterly. And, the city has recently initiated another annual report to Council that will focus on broader community support, to broaden the scope of sustainability to include socio-economic aspects as well.
Comparison of the three case sites on elements of successful ICS planning
Cross-sectoral
Interviewees noted that the broad mandates posed by ICS planning further challenge municipalities with already limited resources. Yet, despite these difficulties, all three case studies demonstrate efforts to 'bust silos' and engage in sustainability planning across sectors. As previous research has found, cross-sectoral collaboration helps to promote linkages throughout the organisation, as well as increase substantive knowledge about, and commitment towards, sustainability (Burch, 2010; Polk, 2011) . This study found that internal sustainability coordinators are in place to liaise, educate and create relationships that support sustainability goals across traditional departmental divisions. Sustainability staff participated in inter-departmental committees to situate discussions about various municipal issues within the framework of sustainability goals. And, as lower-tier municipalities, Burlington and Markham are also positioned to collaborate with other levels of government on certain projects, thereby placing sustainability within an even wider context. Thus, from an organisational learning perspective, these cross-sectoral collaborations offer promise for diffusing sustainability-related knowledge and practices throughout the municipal organisation and potentially beyond.
Partnerships
Parkinson and Roseland's (2002) study of award-winning sustainability plans from across Canada found that stakeholder engagement, especially from the outset of the plan's development, was the most commonly identified factor that facilitated success. From this study, partnerships between the public and private sectors on sustainability initiatives are strongest in Kingston, by virtue of the ICSP being a community stakeholder generated and owned plan. Through the creation of an external organisation tasked with implementing the ICSP in the community, and the City of Kingston being engaged as a major partner, connections between public and private actors are more easily facilitated and maintained. This unique governance strategy creates new forums for dialogue with the community about achieving sustainability goals, while managing the limitations imposed by constrained municipal budgets. Burlington and Markham, in contrast, employ a primarily internal governance approach to sustainability planning; Burlington's community outreach consists of an advisory committee with 15 volunteers from outside the city, and Markham's links to outside organisations are on an ad hoc basis. Through this approach, the Cities of Burlington and Markham maintain accountability for sustainability planning within their jurisdictions, which may offer greater impetus for action by the municipal government. Yet, by keeping ICS planning implementation mainly internal, Markham and Burlington are missing out on opportunities to build strong partnerships and foster a broader base of support for sustainability among local businesses, service providers, not-for-profits, charitable organisations, etc. Thus, future research should evaluate the impacts of external versus internal governance approaches on achievements in sustainability planning.
Participatory
While participatory and inclusionary processes are mandated in the creation of ICSPs, successful ICS planning requires engagement of citizen and interest groups throughout implementation (Evans et al., 2006) . The case studies in this study have frameworks and processes in place to engage the public and are also experimenting with new forms of engagement that both elicit participation and build knowledge within the wider community. While SKO engages with the public through various channels throughout the year, the annual sustainability forum in Kingston is SKO's flagship event that provides an arena for democratic dialogue and thoughtful citizen engagement. Opportunities for citizen engagement in Kingston are facilitated by the existence of SKO, which takes the lead on organising these events and reduces the city's burden of responsibility for this component of ICSP implementation. In Burlington, citizens are directly involved in decision-making through a citizen advisory group, critical for providing direction and feedback on sustainability issues. Markham's approach to engagement is more limited, placing the bulk of their efforts on targeting young people through the development of an online and social media presence. Since citizen engagement, particularly from the outset of developing a sustainability plan (Ling et al., 2009) , is critical to developing a shared vision for sustainability and ultimately for transformative community change (Calder and Beckie, 2012) , our findings suggest that Kingston's strategy may be more effective at raising public awareness of sustainability and building public support for sustainability initiatives, while Burlington's strategy may be more effective at offering opportunities for citizens to influence municipal policies. Tracking the success of these varied approaches to engagement should be built into the work-plans of each city's management approach.
Capacity-building
Knowledge-building frameworks were a common strength of the implementation strategies employed in the study sites. Training and educational opportunities in all three municipalities aim to raise awareness and transform behaviours across municipal staff. In Kingston, this goes a step further, where the SKO provides a forum for knowledge building for the whole community. The annual sustainability forum is where formal and informal knowledge is shared and disseminated and relational resources are built. To lesser degrees, all three municipalities engage in learning opportunities such as speaker series and workshops to raise awareness and build knowledge capacities. While strong institutional capacity is a key element of success in advancing sustainability policies and plans (Evans et al., 2006) , previous research has found that such capacity is often underutilized and rarely translates into innovative results (Polk, 2011) . Drawing from that capacity to propel a community towards transformative change requires strong leadership.
Leadership
Previous studies have found that strong municipal government leadership, among city council (Parkinson and Roseland, 2002) and senior municipal staff (Burch, 2010) , is critical to building the requisite institutional capacity for successful sustainability planning. Burch (2010) in particular notes the importance of strong leadership in ensuring the institutionalisation of long-term transformative municipal actions to promote sustainability. Our analysis suggests municipalities are 'leading by example' in various capacities, such as through commitments towards facility upgrades, green procurement strategies, and other green policies. However, while cities may be leaders in their internal policies, the integration of sustainability in external and likely more transformative (Burch, 2010) , policy is lacking. Markham appears to be furthest ahead with sustainability having directly influenced their OP. This approach has potential for extensive external influence, as all land use policies are required to follow OPs. Burlington and Kingston are as yet not as far progressed. Trade-offs and conflicts of interest pose direct competition to the goals of sustainability, and without sustainability built into all plans and policies (e.g., infrastructure plans, master plans), opportunities will be lost and some decisions may be perceived of as arbitrary. In Kingston, the structure of their sustainability approach, where the SKO drives much of the agenda, may leave the city open to setbacks. In Burlington, the lack of an overall sustainability plan and vision has resulted in push back from the private sector.
Adaptive management
Monitoring and reporting is key to effective implementation of sustainability plans, and yet is one of the most commonly overlooked elements (Parkinson and Roseland, 2002; Gahin et al., 2003) . Indeed, the findings from this study corroborate what has been found previously; in all three cities, clear frameworks to ensure reporting feeds into policy development have not yet been established. In Kingston, monitoring and reporting processes have not been established at all. In Burlington, the citizen advisory committee is responsible for reporting on sustainability to decision-making bodies, but without direction on how this input should be used. In Markham, a recent decision to become involved with the GRI means greater accountability and scrutiny for the indicators established by the ICSP, but it is unclear how their performance will inform their sustainability policies. Adaptive management should not only address outcomes associated with sustainability initiatives, but should also assess the viability of sustainability processes established in each city to ensure continuous improvement.
Lessons for sustainability planning at the local level
The findings from this study offer potentially valuable lessons for municipalities across Canada and internationally as they deliberate on their approach to, and implementation strategies for, ICS planning. The basis for this claim is founded on the notion that sustainability is "both universal and context dependent" [Gibson, (2005), p.62] . This claim by Gibson would suggest that a variety of approaches would emerge within different urban contexts. Our findings support this claim.
First, our contrasting case study sites illustrate a range of approaches to ICS planning being employed by municipalities in Canada:
1 the top-down, city-owned approach (Markham) 2 the bottom-up, community-owned approach, in which the city is one partner (Kingston) 3 the ICSP-free approach, in which sustainability considerations are dealt with by a committee consisting of council, city staff and local citizens (Burlington) .
Based on our findings, and the varied municipal contexts of our study sites (Table 2) , one could argue that smaller, slower growing municipalities like Kingston might be more amenable to a community-owned approach that entails considerable public outreach and engagement, since such strategies require more time and support from community partners to be implemented effectively. Meanwhile larger, faster growing, and more dynamic municipalities like Markham may face greater pressure to use the more prescriptive city-driven approach, to incorporate greater municipal responsiveness and control over decisions and practices that have important implications for sustainability. However, the emphasis placed by various sustainability scholars on the importance of citizen engagement in effective sustainability planning (Ling et al., 2009; Calder and Beckie, 2012; Evans et al., 2006) suggests that Markham's top-down approach might never generate widespread community support, and thus may limit its effectiveness over the long term. Additionally, high-level directives for sustainability, as expressed through ICSPs, have been found to be enablers of action towards sustainability (Burch, 2010) . Given this, Burlington's ICSP-free approach may encounter challenges as the profile of engaged stakeholders changes, if there is no clearly articulated and agreed-upon vision for sustainability on which the municipality can act. Our study findings suggest that the cross-sectoral and capacity-building elements of effective ICS planning appear to be well addressed, regardless of the approach taken to ICS planning, suggesting perhaps that these elements are 'low hanging fruit'. Whether such internal improvements translate into meaningful transformative change, however, depends largely on whether strong leadership exists within the municipality to motivate actors and stimulate action (Polk, 2011) . Partnerships appear to be best addressed through a community-owned ICSP, since the onus of initiating and sustaining relationships is placed outside the municipal organisation. Our findings suggest that leadership is strongest in the city-owned approach, because of the greater potential for the ICSP to directly influence the content of other municipal policies and plans.
Finally, our study findings suggest that the combined approach to ICS planning, as used in Burlington, appears to best facilitate participation and adaptive management. In the case of the former, citizens appeared to have the greatest influence in ICS planning in the city that did not have an ICSP, and perhaps because of that reason; we suspect that the community-owned approach lowers the city's sense of obligation to engage citizens, since they are not primarily responsible, while the particularly internal city-owned approach may be more exclusionary when it comes to civic participation. While none of the cities are heavily engaged in adaptive management, the strong presence of community members on the Sustainable Development Committee in Burlington may facilitate greater accountability (where Markham is lacking), while keeping the responsibility for monitoring and reporting primarily within the municipality (where Kingston is lacking). Ultimately, the decision over which ICS planning strategy to adopt will undoubtedly be driven by local preferences, pressures and context. Of particular importance is making use of existing institutional structures at the local level, rather than imposing new structural arrangements that may impede progress, as well as offering incentives for cooperation from both internal and external actors (van Bueren and ten Heuvelhof, 2005) . Depending on which approach they adopt, municipalities can likely expect to perform better on some elements over others. The findings from this study can aid municipalities in the process of determining which approach to adopt, and how they may need to modify their strategies to overcome the limitations of the approach they do select.
Conclusions and directions for future research
The goal of ICS planning is the development of coordinated, integrative, and inclusive approaches to community transformation. It is clear from this research that distinct pathways for sustainability planning are available, and that municipalities engage in ICS planning in ways they feel are responsive to local conditions and existing assets or needs. The three communities in this study engage, to varying extents, with all six elements of successful ICS planning. While all case studies showed strength in internal action and leadership, they were weaker in their frameworks for monitoring and feedback. With the rise in sustainability planning worldwide, key lessons from this comparative case study can be taken and applied to mid-sized municipalities in Canada and internationally.
Given the importance of knowledge diffusion to institutional capacity building for sustainability planning, future research should evaluate how sustainability ideas are integrated throughout municipal institutions by capturing input from a broader range of municipal government staff, as well as from non-governmental organisations involved in the implementation of sustainability plans. After sufficient passage of time and thus opportunity for implementation of ICSPs, the outcomes of ICS planning will require careful evaluation and scrutiny to determine whether they are achieving their aims, and leading to more sustainable municipalities. Future research on ICS planning should focus on specific outcomes on sustainability issues, for example on the critical issue of energy. Evaluation might focus on criteria including the actors involved with energy in the ICS planning process, energy consumption, and CO 2 emission reductions to mention a few. Such outcomes can only be studied through the development of an extensive set of standardised evaluation tools that are sensitive to unique local contexts, which can then be applied by practitioners working in a broad range of geopolitical contexts. And, such evaluative research ought to be comparative in nature, examining municipalities of varying sizes, locations, and approaches to ICS planning to optimise learning.
